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Abstract 
E-mentoring is the merger of mentoring with electronic communications and has been termed 

telementoring, cybermentoring, or virtual mentoring. By leveraging the growth in information technology, 

electronic mentaring provides opportunities for mentoring prohibited by face-to-face mentoring programs 


—— Tr ae 
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(Muller, 1997). Yet, the ease with which e-mentoring programs can be developed may belie the planning, 
administration, and resources required to make them successful (Education Development Center, 1998). 

Because of the physical distance between program developers and participants, the temptation is great to 
match mentors with protégés but then provide little in the way of coaching, training, and follow-up. 

In this paper, we define e-mentoring, and structured e-mentoring programs, identify their promise and 
highlight some potential pitfalls. Then we suggest a model for conducting structured mentoring programs 
and apply this model to the e-mentoring format. In the process of applying this model to the e-mentoring 
format, we identify open research questions pertaining to e-mentoring. We hope that practitioners invol ved 
in conducting e-mentoring programs benefit from our insights and that e-mentoring programs will deliver the 
expected benefits.’ We also encourage applied researchers to address the research issues we identify, thereby 
increasing our understanding of and ability to implement successful e-mentoring programs. 

t 
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' We realize that all too often important support programs, such as mentoring programs, operate with fewer resources 
than required. Under these circumstances, our desire is that the recommendations of this paper will not prove 
but may help facilitate the most effective utilization of the available resources. 
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E-mentoring is a naturally occurring relationship or a paired relationship within a program that is . 
established between a more senior individual (mentor) and a lesser skilled or experienced indi vidual | 
(protége), primarily using electronic communications, and is intended to develop and grow the skills, 
knowledge, confidence, and cultural understanding af the lesser skilled individual to help him or her succeed. 
Structured e-mentoring is e-mentoring that occurs within a formalized program environment, provides : 
training, coaching, and structure to increase the likelihood of engagement in the e-mentoring process, 
evaluates the results of the program to determine the impact on the participants, and identifies improvements 
for future programs. ii ia food: Gel eer ae oa ha pein aco od aig 
populations. 
Advantages of E-mentoring 

E-mentoring is the fortuitous merger of mentoring with electronic communications, made coast 
by the increased availability of electronic communications on college campuses (Guemsey, 1997) and in the 
workplace. Electronic communications provide a fledble communication environment independent of time 
and space, allowing for asynchronous exchanges, thus making them an idea’ medium for mentoring . 
(Stemberg, 1992). is Pike ta ck ia tls as sem noe ie: 
relationships than any other factor (Noe, 1988), the asynchronous nature of e-mentoring alleviates this . 
obstacle to the development of mentoring relationships. The flexible communication environment allows . 
those housed outside of the college campus to mentor students. Alummi/ae and professionals who do not . 
have the time to meet a student face-to-face for a brief mentoring meeting can readily provide advice, 
suggestions, and support to students while sitting at their desks or workstations. Therefore, e-mentoring C20 
extend mentoring opportunities to many more students and will allow mentors to participate who otherwise 


would find the time investment prohibitive (Muller, 1997). 


BEST COPY AVAILABLE 


Electronic Mentoring: Program and Research Issues 


E-mentoring also profits from the unique communication qualities associated with electronic 
communications, which possess qualities that support the development of open, supportive relationships. 
Electronic communications result in the attenuation of status differences by concealing social cues that 
otherwise hinder communication between higher status groups and lower status groups (Sproull and Kiesler, 
1992). In additian, communicating using e-mail allows for the construction of thoughtfully written messages 
without the pre:sure of immediately responding, such as in commumicating orally. 


E-mentoring holds much promise for higher education. Amidst this promise, we offer a note of 
caution. Early in its establishment, and too often today, the face-to-face mentoring movement faced 
disappointing results. Mentoring programs were initiated with good intentions but without adequate 
planning (Freedman, 1992), Mentoring programs failed as they matched mentors with protégés but provided 
little in the way of structure, mentor training, and follow-up. Without high level of program structure, 
protégés caught up in busyness failed to follow through on commitments (Boice, 1990; 1993); mentors never 
invested the time or energy to provide worthwhile support and encouragement to protegés (Dickey, 1997). 
These mentoring programs too often fell far short of the program goals and the expected benefits of 
‘Mentoring. 

Practitioners and researchers quickly realized that training, coaching, and follow-up for the 
mentoring program participants were required to extend the benefits of mentoring to a broader population of 
newcomers. With the proper program structure, involvement within the mentoring programs improve, the 
benefits associated with structured mentoring programs increase (Murray, 1991). 

Some qualities of electronic communications may make it even more important to provide program 
structure for e-mentoring programs than for face-to-face mentoring programs. The tendency to match e- 
mentoring pairs without the necessary structure and follow-up will be as, if not more, tempting compared 
With traditional mentoring programs. Ccatact among program staff and participants could be minimal, 
making it easy to overlook the necessity of creating a structured format to sustain regular interactions 
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between mentors and protégés throughout the program duration. Thus, the provision of mentor training, pair 
coaching, and regular cantact with program developers may be even more crucial within an e-mentoring 
format than with in a face-to-face mentoring format. x 
We hope to spare e-mentoring some of the early failures experienced by the mentoring community 
For the remainder of this paper, we introduce the model of structured mentoring, then, due to space ue 


limitations, describe the most salient applications of the model to the structured e-mentoring process. We 


prompt and guide future research into e-mentoring. Were appropriate, we use examples from MentorNet’, 4 
nation-wide electronic mentoring program. 
The Model of Structured Mentoring 
Planning We developed the Model of Structured “i 
Mentoring (Figure 1) by identifying and incorporating 
the essential elements of successful structured 3 
Assessment mentoring programs. This simple, iterative model 
developed out af our experience conducting and ‘ 
informed by knowledge of the mentoring literature, 
Figure 1: The Model of Stractared Mentoring and evolved from an earlier model (Boyle and Boice, 
1998b). Although developed within a higher education context, the Model of Strucured Mentoring can b 


| 
hope this exercise will assist in the planning and implementation of future e-mentoring programs and will: 
| 
| 
| 


adapted to a variety of mentoring programs because the model incorporates the fundamental elements for , 

conducting a structured mentoring program. | 
The model begins with Planning, moves to Structure, and ends with Assessment, directing a 

structured mentoring program from inception, through implementation, and finishing with program 


? In 1998-99, MentorNet paired over $00 women shdants inthe enginerng and science fick wh ind 


professionals and supported them through a year-long e-mentoring relationship. 
For more information about MentorNet, visit www.mentornet net. 
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evaluation. The three elements of the model are connected by three curved lines, which combine to form a 
circle and indicate the iterative nature of the model. 
Planmung 

The planning phase spans from the time program developers identify the program population and 
goals’ through the launching of the mentoring pairs. Planning lays the foundation that will aid in the success 
of the individual e-mentoring pairs, and thus, the e-mentoring program as a whole. The overall goal of the 
planning phase is to ensure that the participants are aligned with the program goals and objectives. 

Recruitment. Recruitment is the process by which 
potential mentors and protégés are notified of the e- 
mentoring opportunity. Adequate planning can strengthen 
the recruitment by addressing how to recruit, when to recruit, 
and potential obstacles to recruiting the target mentor and 
protégé populations. 


Since e-mentoring relies on e-mail, the recruitment process can use electronic communications. 


Figure 2: The Planning Phase 


Therefore, recruiting within a single organization with a centralized communications infrastructure can be 
quite simple. A well networked university or college that already has distribution lists set up by different 
group characteristics, such as lists for women students enrolled in engineering, can make recruitment as 
simple as sending out well-crafted recruitment messages using e-mail. While using electronic 
communications to recruit can make easy work of this stage, we do not suggest wholly relying on this 
medium. Strategically placed posters and presentations at appropriate meetings (such as, student chapters of 
professional and honor societies) can aid in the recruitment process. 

More often than not, the increased opportumities and connections made possible by e-mentoring 
allows mentors and protégés from multiple orgamizations and geographical locations to get involved. In 
these instances, the program coordinator may want to identify partnering organizations and recruit 
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organizational representatives who will be willing to recruit within their organizations. The advantage of 
having representatives for each involved organization is that the representatives will have access to the _ . 
Organizations’ communication infrastructures and they will know the organizational cultures, which will’ 
influence the recruiting techniques. 

On the web site, program developers could post one application form for protégés and the other for 
mentors. The application data canbe automatically mped into a dstabase, thus alleviating the need fora 
time consuming and error-prone data entry step. Depending on the goals of the mentoring program, the". 
information gathered can be personal or academic/professional characteristics, preferences for an e- | 
mentoring, partner, and perceived needs of the participants. 
eligibility criteria, and frequency of expected contact in the recruitment materials to the target mentor and 
protégé populations. The goal of this step is to clarify and make explicit the program goals. ; 

To ensure that prospective mentors and protegés read and agree to the expectations, a Participant 
Guideline can be developed and posted on the program web site. Mentors and protégés could be required to 


read and agree to the participant guidelines before they can have access to the application. This agreemént 
can be stated clearly on the bottom of the participant guidelines along with a check box or with a link ~When 
the participant agree to the guidelines by clicking on the link or checking the check box, then they will be 
allowed to have access to the web based application. 

- Matching processes, Since the match is the foundation of the mentoring relationship, careful 
consideration should be given to the method by which e-mentors are paired with protégés. The matching 
process is even more important in e-mentoring settings than in face-to-face mentoring settings. Why? In 

face-to-face mentoring settings, the participants usually share membership in a university or college, . 
therefore they already share many experiences. In fact, a large part of the face-to-face mentoring relationship | 
can be developed around helping the protégé understand the culture of a new organization. Since e- 


ne SS ee 
> We assume the requisite staff have already been hired or assigned to the program. 
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mentoring can occur between mentors and protéges who share little, if any, organizational membership or 
inherently shared characteristics, it may be all the more important to carefully match e-mentoring pairs. 
There are various methods for matching dyads or groups of mentors and protegées. An important 
feature of the matching process is to let mentors and protégés know by what process they will be matched, 
this information can be included on the web site. Below we will briefly describe three different methods for 
matching e-mentoring pairs. One method for matching mentors with protégés is to list names and 
iced gettin GP adankoes'i wi ta: Then, interested protégés can review the information 
associated with the mentors. The descriptions of protégés can also be listed on the web site for the mentors 
to review and chose e-mentoring partners. For confidentiality reasons, to launch a mentoring pair, the 
interested party would contact the program developer, who would forward a message to the mentor (or 
protégé) whose biography was posted. A second method is uni-directional matching. In this instance and as 
part of the application process, one of the two mentoring partners would identify preferences for a mentor. 
Typically the protégés would identify preferences and the program developer matches protégés’ preferences 
with e-mentors characteristics and interests. These preferences can be based on mentor’s professional 
characteristics (i.e., position ar field), personal characteristics (i.e., ethnicity, gender), or professional needs 
of the protégé (i.., support in pursuing major, pre-professional career tips). A final method is the bi- 
directional matching protocol. Rather than only matching the interests and preferences of one of the two 
partners with the characteristics of the other, this method takes into account the interests and preferences of 
both the mentors and the students. This method increases the difficulty of the matching protocol. With a 
small mumbers of mentoring pairs, hand-matching is feasible, and possibly most efficient. To perform a bi- 
directional preference based matching protocol effectively for a large-sized e-mentoring program, we suggest 
development of an automated matching system.‘ 


Whichever matching protocol is chosen, an important consideration is to obtain buy-in on the part of 
both e-mentoring partners for the match. iAihet cscepleting ds cakchies, we digigent sonihing the paticipanks 
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information about their e-mentoring partners, without identifying or contact information. Both the protégé 
and the e-mentors will have to decide tn accept or reject the match. This step allows the prospective 
mentoring pairs to feel ownership over the mentoring relationship, thus facilitating the establishment of the 
e-mentoring relationship. Sein, wel oul isk eile tS prc 
but who are not able to follow through based an lack of interest, technological difficulties (i.e., e-mail 


"address and server problems), and schedule changes. 


Research questions, Since e-mentoring is in its infancy, many research questions remain tobe 
answered. As ementoring increases, andthe recrting efforts aimed at e mentors need tbe increased, we 
could do well to examine what motivates e-mentors to volunteer for such programs (Single, Jaffe, and + 
Schwartz, 1999). In this way, we can develop recruiting materials aimed at effectively recruiting e-mentors. 
sreaceich: qusetiond pevtsinin to bhesuiing Rous oni tha besbpa yy amedh mietodag pein or ent aed bow 
the matching process influences the mentoring outcomes. Addressing these research questions will allow us 
to more effectively recruit and pair e-mentoring participants. ; 
Structure 

Structure (see Figure 3) is perhaps the most important, and most overlooked, element of a mentoring 
program. In addition, it is the most time consuming element of the process and can take up the majority of 
program coordinators’ time. Structure includes the training, 
coaching, and community-building that helps participants *, 
make the most of the mentoring experience. The coment of 
the training, coaching, and community building elements will 
be driven by the program goals and target populations. 

Traming, For e-mentoring programs, traming can- 
focus on introducing issues relevant to the target population 


a 


Figure 3: The Structure Phase 


2 ae 


“ MentorNet has developed a bi-directional matching protocol using, visual basic to sort through the mentor and studes 
protege pools. 
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and general mentoring issues, such as enculturation issues (Boyle and Boice, 19984), It also can provide 
suggestions for initiating and developing on-line mentoring relationships. The goal of the traming is to equip 
the e-mentors to be flexible about their expectations for the protégés, and to leam how to assess and respond 
to the needs of their protégés, rather than imposing personal expectations on the protégés (Single, Muller, 
and Inoue, 1999). 

One form of electronically supported traning, is moderated discussion groups (Education 
Development Center, 1997) and would work best with smaller-sized e-mentoring programs. Another form of 
electronically supported training is a web based training tutorial. This type of training is much more 
intensive to set up, yet is much more scaleable and recommended for large sized e-mentoring programs. 
Much like the tutorials developed for introducing users to new software, this is an interactive tutorial. 
Multiple mentoring participants can access the web based training tutorial simultaneously and at their 
convenience. Such a tutorial would introduce prospective e-mentors to an appropriate case study for the 
__ protégé population, then allow the e-mentors to provide an hypothetical response. Next, the e-mentors would 
be gunded through sample responses. These sample responses could address initiation of the mentoring 
relationship, could bring up some issues particularly relevant to the target protégé population, and could be 
annotated to highlight the benefits or deficiencies of various responses. A similar tutorial could be developed 
for protégés. Completing this tutorial could be a pre-requisite for being matched in an e-mentoring 
relationship, and may serve to weed out those not ready to invest the time and energy required to make an e- 

Coaching. Coaching is different from training. Where training occurs at the onset of a program and 
is an intensive process, coaching occurs throughout the program. The coaching messages are discussion 
Suggestions or mentoring tips that are appropriate for the program goals and audience. The coaching 
Messages are short e-mail messages, typically that the recipient can read without having to scroll down the 
Screen, and are sent weekly or every other week. Separate messages could be tailored for and sent to the 


Li 
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Coaching messages in an e-mentonng setting serve multiple purposes. First, they provide incentives 
for the mentors and protegés to stay in cantact (Boice, 1992). If the e-mail exchanges have lagged, then the 


coaching prompts provide a mice opportunity to start up the exchanges again. Second, they coach thee. ~ 


j 
mentoring pairs along the phases of the mentoring relationship: initiation, cultivation; and, separation (Kram, 
1983). “This, Ye oucincigy enced can eoenatn sdciciondl resources for the participants. Each message can | 
also refer to a web based resource that contains information about the suggested discussion topic. Fourth and | 
finally, the coaching allows the program developer to stay in contact with the indi viduals in the e-mentoring 
relationship. In this way, it allows the program coordinator to consult as needed. L 
Community building. For participants of face-to-face structured mentoring programs, group 
meetings appear to be widely beneficial and highly rated by the participants (Boyle and Boice, 1998b). 7 
These meetings gave them a sense of involvement with the full program and with their organization or field 
as a whole. Electronic discussian lists could be set up and the participants could be invited to subscribe. The 
lists could focus on issues pertmnent to the target populations (i.e., Women's Issues) or could center on 
characteristics of the participants (i.e., Electrical engineering students and their mentors). : 
Issues and research ideas. Tihs sare acidity cjaens oath queso aeacelnted vathiche senictune 
phase. First, we still need to determine the most effective and efficient methods for training delivery, and 


whether the optimal training delivery methods are depending on the type and the size of the mentor and = 
protégé populations. A second research issue has to do with the delivery, frequency, and content of the 
coaching messages. Finally, what types of community building forums are most useful? Research into these 
questions will help improve the structure that e-mentoring programs provide. | 
Assessment 

Assessment helps to measure the value associated with the program. With e-mentoring being in its 
infancy, there is the necessity of performing research, assessment, and evaluation to identify best practices 
associated with conducting e-mentoring programs. While assessment is placed last in the Model of 
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Structured Mentoring, it should be considered throughout the development and implementation of the 


program. 
Using electronic communications, there are two modes 


for collecting, assessment data. The first way is via e-mail. 


Surveys and structured interviews could be formatted for and sent 
via e-mail to the mentors and the protégés. If this method is used, 
it is important to format for the short width of e-mail messages, 
otherwise the rating scale may become distorted and the actual 
Figure 4: The Assessment Phase | answers of the participants may become unclear. The web could 
also be used to deliver assessment instruments. In this instance, participants would be sent an e-mail asking 
them to fill out a survey, with a URL directly them to the web page where the survey is housed. This method 
alleviates the need to format the survey for a fickle e-mail environment. In addition, since the web-based 
survey answers can be dumped directly into a database, data entry is automated. Within the goals of the 
_ assessment phase, and the different electronic methods of data collection, three types of data are beneficial: 
involvement data; formative data; and, summative data, as can be seen in Figure 4. 

Involvement data. Participant mvolvement data indicate whether participants are complying with 
Program guidelines. The level of participant involvement appears dependent on the program structure and 
follow-up. By collecting these types of data, program elements can be evaluated with suggestions for 
improving future programs. In addition, collecting such data allows benchmarks to be measured; 
involvement rates from, for instance, a pilot program could serve as the initial benchmark and future 
Programs would strive to improve on future participant involvement. 

Formative data. Along with collecting participant involvement data, collecting formative data is also 
advantageous. Reviewing this data allows program developers to understand how well each pair bonded, 
thus establishing predictors of good mentoring and of good mentors. The data can be collected using self- 
Teports — requesting participants to fill out journals for face-to-face mentoring programs work well; 
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Tequesting participants to answer short questions e-mailed to e-mentoring participants also work well. By 
elisa wag cacti Gta Nien ea nis sik en ee pili 
are discussing, thus develop effective training and coaching for future participants. The participants often 
provide the best suggestions for improving the program. Direct questions about what e-mentoring 
participants perceived as valuable and invaluable aspects of the e-mentoring program can provide arich 
source fr improving and streamlining the program. 
Summative dita, Summative analysis focused on the outcomes associated with participating in the 
program. This type of analysis most directly speaks to the sustainability issue and should be conceived of’ 
iin dhclient ets cas bi ati icf pcan cid wi pln 6 
rate how much they leamed from participation, or how their attitudes and behaviors changed dueto = 
participation. In addition, summative data could include administering relevant pre- and posttest to the * 
Participants and measuring their change scores due to participating in the program. & 
Research questions, Very few mentoring programs have 100% compliance and involvement on the 
part of the participants, except with fairly intensive intervention on the part of the program coordinator. With 
¢-mentoring programs, the numbers involved in the program and the distance from the program coordinators 
will probably ensure that the likelihood of reaching 100% compliance is even less likely than in face-to-face 
mentoring programs. Therefore, a central research question regarding asseasment is benchmark data as 
conceming participant involvement in an e-mentoring program. . £ 
In addition, the method of delivery for the assessment instruments may influence the response rates. 


ee 


Therefore, another open issues regarding assessment is determining the comparative response rates for e-mail 
delivered instruments versus web-based instruments. 4 
Discussion 

E-mentoting provides a new medium for mentoring, allowing additional mentors and protégés to 
participate in mentoring programs where participation in a face-to-face program would be difficult or“ 
impossible. E-mentoring offers unexpected benefits, the ease of communication within a networked 
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environment can help facilitate the establishment and development of the e-mentoring relationships. To aid 
. inthe development of effective e-mentoring programs, attention to programmatic issues can increase the 
benefits associated with participation. By raising pertinent issues through the application of the Model of 
Structured Mentoring to the e-mentoring process, we hope to assist in the planning and implementation of 
future e-mentoring programs and to prompt and guide future research into e-mentoring. 
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